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~—The purpose of this project was to attempt to answer the
question: Given the present state of the organizational
climate of the United States Coast Guard, the job and career
expectations of Black college students/graduates, and their
perceptions about the Coast Guard, can the Coast Guard
realistically expect to recruit and retain enough Black
officers to achieve its goal of 12 percent Black officers
within the next five years?

Information was gathered from Coast Guard officers and
Black college graduates using questionnaires and interviews.
Data was obtained from former Coast Guard officers via
telephone interviews.

The results of this project revealed the perceptions and
expectations of Black college graduates were generally higher
than all Coast Guard officers' view of the organizational
climate of the Coast Guard. Their perceptions about the Coast
Guard are generally positive. Their expectations were higher
than their perceptions. Thus the Coast Guard is perceived in
a "positive" light as a viable employer by Black college
students/graduates. However, the gap that exist between their
perceptions of the Coast Guard, their expectations, and "reality"
as perceived by Coast Guard officers must be reduced if the
Coast Guard is to recruit and retain more Black officers. If

only the gap between Black college student/graduates’
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probably recruit more Black officers; but, because nothing
would be done to reduce the gap between their expectations

and "reality," their will continue to be retention problems
caused by unfulfilled expectations7<'Thus their will continue
to be a shortage of role models and mentor for young Black
officers. If the gap between the expectations of Black college
graduates and "reality" is reduced significantly so that there

is congruence be*.reen the two, the retention of Black officers

should increase.
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I. INTRODUCTION

In 1973 Admiral Bender, then Commandant of the Coast
Guard, stated that, "We have been unsuccessful in increasing
minority representation in our officer ranks in spite of

special efforts to do so."l

Today, with only 49 Black com-
missioned officers out of approximately 4000 and 69 if you
include commissioned warrants, the same statement made by

Admiral Bender in 1973 can be made today.

A. THE RESEARCH QUESTION
This research deals with the question: Given, the present |
state of the organizational climate of the United States
Coast Guard, the job and career expectations of the Black
college students and graduates, and their perceptions about
the Coast Guard, can the Coast Guard realistically expect to
recruit and retain enough Black officers to achieve its goal
of 12 percent Black officers within the next trive years? To
answer this question, we must examine the Coast Guard along
a number of dimensions in order to gain some insight into
what the organizational climate is like. We must examine the

reasons why people leave the organization. In addition, we

lBender, C. R. "Letter of Promulgation" in Human Relations
In The Coast Guard. ©National Urban League, 1972-73,
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must examine the perceptions of the Black community about

the Coast Guard;and,we must determine what Black college
students and graduates expects of any organization that are
fortunate enought to employ their skills and talents, if we
are to recruit more Black officers through the OCS and direct
commission programs. We must then see how compatible those
perceptions and expectations are with the organizational
climate of the Coast Guard because even though technical
capabilities are essential to the success of any organization,
it is the climate of the organization that determines whether
or not and to what extent those capabilities are ever released
or channeled into productive performance. Thus climate can
contribute to or constrain the effective use of the organiza-

tion technical potential.

B. DIMENSIONS FOR ANALYSIS OF THE ORGANIZATION CLIMATE
This research examines the organizational climate of the
Coast Guard along the following dimensions: i
(1) The fair and equitable treatment of people
(2) The importance of role models and mentors
{(3) Career aspirations of officers
(4) The impact of relocation on the lives of people
(5) Supervisory leadership
{6) Training
(7) Equal opportunity and affirmative action

(8) Overall satisfaction with Coast Guard life

18
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(9) Communication

(10) Motivation of people

(11) Goal emphasis

(12) Bureaucracy and red tape

These dimensions were selected because of their demon-
strated impact on such organizational outcomes as morale,
absentism, turnover, recruiting, and performance (Friedlander
and Margulies, 1969; Evans, 1970; Dunnette, Campbell and
Hakel, 1967; Gottlieb and Bell, 1975; and Hawk, 1976).
Using these dimensions, one can then pose the questions:
(1) How do top Coast Guard leaders view the Coast Guard?;
(2) How do Black cofficers view the Coast Guard?; (3) How do
White officers view the Coast Guard?; (4) How do Black
college students/graduates perceive the Coast Guard?; (5)
Are they different, are they alike, do they view the Coast
Guard the same way?; and, (6) What do Black college students/
graduates expect in a career or job? We need to understand
the answers to these guestions if we are to develop any
valid insight into the recruiting and retention problems the
Coast Guard face with Black officers. Expectancy theory
offers a framework for us to deal with these gquestions
because it is a theory of motivation in which people are
viewed as rational thinking and reasoning beings who have

beliefs, expectations, and aspirations concerning future

events in t.aeir lives.
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One could argue, that since the Coast Guard officer ranks
areapproximately 99 percent White and the top leaders are
virtually all White, that the expectancy theories of the
Coast Guard and of White officers would be very similar or
one in the same. Put another way, one would expect the
expectancy theory of White officers to be "more like" the
expectance theory of the Cocast Guard than the expectancy
theory of Black officers. Using the same reasoning, one
could argue that: The expectancy theories of Black officers
and Black college graduates are "more like" than the expect-
ancy theories of Black college graduates and White Coast
Guard officers.

This is not an attempt to polarize the Coast Guard along
racial lines, but rather an attempt to develop some insight
into the differences that already exist, to appreciate those
differences, and use them as a basis to determine what we
want the Coast Guard to look like in the future, what's it
like now, and to develop a plan to achieve that future

desired state.

C. DEFINITION OF TERMS

In order to deal with the gquestions raised earlier,
information was gathered from Coast Guard officers using a
gquestionnaire containing 88 gquestions. Related guestions
were grouped into the same dimensions to facilitate easier
handling of the data. The dimensions chosen are defined

below.
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The motivation of people dimension consist of the responses

to questions 1l thrcugh 16 and guestions 23 through 26. It
means that through its policies and practices, the organiza=-

tion provides motivating conditions for people to contribute

their best effort.

The communication flow dimension is composed of questions 17

through 22 and question 30. This dimension means that the
information flows freely throughout the organization wvia the
chain of command and that decisions are made at those levels
having the most adequate information. All people in the
organization are aware of the problems and plans to correct

them.

The goal emphasis dimension includes gquestions 27 through 29.

It means that the organization has clear and reasonable goals
and objectives and that work is well planned and organized.

Thus, adequate time is available to do the job.

Equal Opportunity and Affirmative Action: This dimension

embodies questions 54 through 60. It refers to the extent
to which the organization ensures equal opportunity for all
versonnel, and that the organization openly and willingly

address equal opportunity issues.
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The fair and equitable treatment dimension consists of ques-

tions 25 and 31 through 34. It refers to the extent to
which the organization attempts to treat its personnel in a

manner that reflects their contribution to the organization.

The bureaucracy and red tape dimension embodies gquestions 35

through 37. It refers to the extent to which the policies,
procedures and practices of the organization are so inflexi-
ble that it is difficult for people to accomplish their

assigned tasks.

The importance of mentors and role models dimension consists

of gquestions 61 and 62. This dimension expresses the extent
to which people in the organization view the importance of

mentors and role models to one's career.

The career aspiration dimension: Questions 64 and 65 were

used to compute this dimension. It refers to the level of
achievement that people expect and/or hope to attain during
their work lifetime with an organization. For Coast Guard
officers it is expressed in terms of pay grade expected to

achieve.

The satisfaction or general satisfaction dimension as it is

sometimes referred to in this thesis contains the responses

to questions 68 through 73. It reflects the extent to which
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people within the organization are satisfied with their
supervisors, their work group members, their jobs, the
organization in general, and with their present and future

progress in the Coast Guard.

The impact of relocation on "family" life dimension is com-

posed of questions 10A through 10N. It shows the extent to

which things such as cost of living, moving and setting up

households, unreimbursed moving expenses, finding employment

f for spouse, education opportunities, family adjusting to new

environment, recreation, and entertainment facilities

create problems for individuals moving into a new area.

Question 9 provides additicnal information concerning this

dimension.

The supervisory leadership dimension consists of guestions

38 through 50. It is a measure of the supervisors' behavior
toward subordinates. It reflects the extent to which super-
visors encourage people to exchange ideas and to cooperate
with each other in order to achieve organizational goals.

In addition, it shows to what extent the supervisor set

high performance standards and encourage peop.e to give
their best efforts as well as help people to improve their

performance.
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The training dimensicon: Questions 51 through 53 make up

this dimension. This dimension expresses the extent to which
people are being trained to perform their assigned tasks. It
reflects the development of technical and leadership skills

and other facets of professional advancement.

Organization climate: It is the interaction of these dimen-

sions that create command organizational climate. Command
organizational climate refers to the conditions, policies,
and procedures within which people/work groups operates.

These conditions and policies are created for people/work
groups by other people/groups, especially those people or

groups above them in the command hierarchy. Thus, climate

can hinder or enhance organizational outcomes.

D. THESIS ORGANIZATION

The organization of this thesis is as follows: Chapter II
is a discussion of expectancy theory, what is it, various
expectancy theory models, and determinants of expectancies.
Chapter III is a review of the literature thats been con-
ducted in the areas of career development, organizational
choice, expectations, and job satisfaction and turnover.

The content of Chapter IV includes the samples, the instru-
ments used, and the methods of analysis. Chapter V contains

the results of this study while the discussion of those
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results is contained in Chapter VI. Chapter VII contains
the conclusions and recommendations that the Coast Guard

can implement to aid in recruiting and retaining more Black

officers.




II. EXPECTANCY THEORY

In order for organizations to survive and prosper in the
1980's, managers and top leaders must pay more attention to
the behavorial requirements of their organization. These
behavorial requirements include: (1) people must be attrac-
ted not only to join the orgainzation, but also to remain
with it; (2) people must perform the tasks for which they
were hired and must do it in a dependable manner; and, (3)
people must go beyond this dependable role performance and
engage in some form of creative, spontaneous, and innovative
behavior at work (Katz and Kahn, 1966). Therefore, if the
Coast Guard (as an organization) is to be effective in
achieving these requirements, it must understand the motiva-
tional needs of its people and the people it is trying to
recruit.

Several theories of motivation have been developed during
the last 40 years. These include: Maslow's Need Hiearchy
Theory (Maslow, 1943, 1954): The Achievement-Motivation
Theories of Murray and Atkinscon (Murray, 1938; Atkinson,
1964); The Motivational-Hygiene Theory of Herzberg (Herzberg,
1964); Adam's Equity-Inequity Theory (Adams, 1963); and
Expectancy Theory. However, only expectancy theory integrates

attitudes, behavior, and organizational climate into its

26




model, thus making it the most useful of these models in

understanding human motivation.

A. WHAT'S AN EXPECTANCY THEORY?

Expectancy Theory is a "process" theory primarily because
it attempts to identify relationships among variables in a
dynamic state as they affect individual behavior. It is also
a cognitive theory of motivation in which individuals are
viewed as rational thinking and reasoning beings who have
beliefs, anticipations or expectations, and aspirations con-
cerning future events in their lives. This theory assumes
that human behavior is a function of interactive processes
between characteristics of the individual (such as personality
traits, attitudes, needs, and values) and their perceived
environment (which consists of such things as supervisors
leadership style, job or task requirements, and organizational
climate). Tt is this assumption about the individual-
environment that differentiates the expectancy theory from
other theories of motivation to perform.

To discuss expectancy theory further, the determinants of

performance must be examined first. Vroom (1964), Porter and

Lawler (1968), and Cummings and Schwab (1973) put forth the
argument that performance in an organizational setting
appears to be a function of at least three variables:
Motivational levels of individuals, abilities and traits, and

role perceptions. First, the individual must want to perform
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the assigned task or job; however, motivation or wanting to

do the job is not enough to ensure that the job gets done.

A person must have the necessary skills and abilities to do
the job. It is through training and/or education that the
individual gains these expertises. Steers and Porter (1974)
argued that along with skills and abilities, it is important
for the individual to have personality traits that are at
least somewhat compatible with the job requirements. Finally,
a person must have a clear understanding of what the job
requirements are if their efforts are to be productive. For

a lack of clarity or misunderstandings can lead to a consider-
able waste of time and effort, resulting in poor performance
even if the person is highly motivated, has the required
skills and abilities, and has a personality that is compatible

with the job requirements.

B. VROOM'S MODEL

In his expectancy theory of motivation, Vroom (1964)
argues that the effort or motivation to perform is a multi-
plicative function of the expectancies or beliefs that
individuals hold concerning future outcomes and the value
that they place on those outcomes. "Expectancy" as defined
by Vroom is an action-outcome association. "It is a state-

ment of the extent to which individuals believe that certain

actions will result in a particular outcome. Expectancy can




have a range of values from zero or no belief to absolute
certainty about the outcome."2 Usually, it takes a
probability value somewhere between these two extremes.
Valence, the second component of the theory, "refers to
the preference or value that an individual places on a
particular outcome. It can have any theoretical value from

-1.0 to +1.0."3

Thus, the person who very strongly wants to
avoid a particular outcome such as being court-martialed or
reprimanded will have a negative valence for that outcome.
On the other hand, if a person is strongly attracted to a
particular outcome such as a good job assignment or a large
pay raise, they will have a high positive valence for that
outcome.

Since any action can be interpreted as leading to several
outcomes, consideration must be given to how combinations of
various outcomes influence behavior. Vroom's theory argues
for multiplying the valence of each outcome by the strength
of the expectancy that the effort will lead to the attainment
of that outcome and then taking the algebraic sum of all

resulting products. Thus "motivatioal force = (EXV)."4

2V. Vroom, Work and Motivation (New York: John Wiley and
son, Inc., 1964}, p. I8.

3Ibid.
41pid.
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